SEEDS is a new pamphlet series developed to meet requests from all over the world for information about innovative and practical program ideas developed by and for low income women. The pamphlets are designed as a means to share information and spark new projects based on the positive experiences of women who are working to help themselves and other women improve their economic status. The projects described in this and future issues of SEEDS have been selected because they provide women with a cash income, involve women in decision-making as well as earning, are based on sound economic criteria, and are working successfully to overcome obstacles commonly encountered. The reports are not meant to be prescriptive, since every development effort will face somewhat different problems and resources. Rather, they have been written to describe the history of an idea and its implementation in the hope that the lessons learned can be useful in a variety of settings. They are also being written to bring to the attention of those in decision-making positions the fact that incomegenerating projects for and by women are viable and have important roles to play in development.
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Introduction

The Hanover Street Project, formally known as the United Women's Woodworking and Welding Project, is an experiment in training women for jobs usually held only by men. Begun in 1976, this was the first such program of the Jamaica Women's Bureau, established by the Government during International Women's Year to insure that women participate fully in Jamaica's development. Though the project is still developing, it has demonstrated that low-income women can learn non-traditional skills and can work together to improve their lives. Through trial and error, the project is providing the Women's Bureau with a wealth of information about teaching technical skills, working with other government agencies, and establishing self-sufficient cooperative structures. The knowledge gained from Hanover Street is being applied to a number of new projects organized by the Bureau in urban and rural areas. The lessons from this experience extend beyond
Jamaica and, hopefully, will be useful to people in other countries who are addressing similar problems.
Soon after the Women's Bureau was established in 1975, it held 13 workshops throughout the country to ask the women of Jamaica about their needs and aspirations. In every case, the women's overriding concern was employment and skills training to earn income. The need was clear, but what could a small government agency with limited staff and budget do? Jamaica, like many developing countries, has a severe unemployment problem. Its 2.1 million people occupy a 4,400 square mile island in the Caribbean that, although independent since 1962, is still trying to deal with a legacy of colonial exploitation that has left it with a narrow economic base dependent on the export of sugar and bananas, the mining of bauxite, and tourism. Unemployment is 12% for the country's men and 32% for its women. Women's unemployment is particularly important in Jamaica since at least one-third of all the households are headed by women at any one time and even more households will experience some period during which the woman is the only wage earner. The women who do manage to find employment usually have jobs in low paying, marginal and unskilled occupations.
As in most parts of the world, skill training for women in Jamaica has been limited to activities termed "home economics" or "crafts." Such training may lead to employment as a domestic worker or to part-time work in the tourist trade, but it cannot bring women into the mainstream of economic life. The Women's Bureau staff therefore determined to develop a skills training program that would provide lowincome women with a better means of earning a living. To do this they had to find out which skills would be marketable within the women's own communities since formal employment, especially jobs in industry, are very scarce in Jamaica.
In planning their training program, the Bureau had several objectives:
(1) to demonstrate that a group of lowincome, low-skilled women can, with assistance, become economically self-sufficient, and integrated into the economic mainstream; (2) to design a model training program for others to use and adapt based on sound economic and social criteria that would assist women in their economic, domestic and mothering roles; (3) to show how existing government programs could work together for women. To begin, the Bureau staff sought the advice of the Small Industries Division of the Jamaica Industrial Development Corporation. The Division estimated that there would be increasing demand for furniture and equipment for daycare centers given the Government's interest in child care. They also thought there would be some demand for such items from private homes and schools. The basic skills required were carpentry and welding. Skills in carpentry and welding, however, would not be sufficient. Since unemployment generally is so high, most of the women probably would have to become self-employed. As such they would face problems obtaining equipment and raw materials, maintaining a viable level of production, and marketing their products. Thus it was decided that the women also would be trained in management and accounting skills that would enable them to form a production and marketing cooperative. In addition, the Bureau decided the training program should recognize women's multiple roles by offering family life education on such topics as child care, health, nutrition, family planning and self-awareness. "In fact, the women themselves selected the topics for this course and consciousnessraising discussions quickly became an integral part of the training program."
Developing the Project
First the Bureau had to decide which women could be included in the program. Their modest resources wouldn't allow them to reach all poor women. The next best option was to develop a project that would demonstrate to other agencies how they could work with the thousands of women needing a means to earn a living.
The Bureau therefore turned to two existing Government programs: the Special Employment Programme (SEP), maintained by the Jamaican Government to provide small, but regular, salaries for manual work such as street sweeping to very poor, unemployed people; and the Jamaican Movement for Adult Literacy (JAMAL). The majority of participants in SEP and JAMAL are women, many of them enrolled in both programs. These programs provide a minimal income but not self-sufficiency or opportunities for advancement.
In January, 1976, a series of meetings was held for all those enrolled in both SEP and JAMAL who 1) had reached level 4 in the JAMAL program, 2) lived within the city of Kingston (the capital of Jamaica), and 3) were interested in training in carpentry or welding. It was decided to limit participation to those who had reached level 4 in the literacy program because it was assumed they would be at a similar level of literacy, would have experience attending classes regularly, and would be better able to handle the business end of a cooperative.
At each meeting Women's Bureau representatives outlined the program and invited people to apply. They stressed the risks involved: participation meant eventually leaving SEP and beginning a different way of life; income would no longer be fixed but would be dependent on the output of the group and the demand for their products. On the other hand, members of a cooperative would be able to make their own decisions and control their own operation.
Over half of those present at the meetings applied. Follow-up meetings were then held for these applicants during February and March to give them more details on the program as well as to allow the Bureau staff to select the first group of trainees. Forty-eight of the 70 applicants were chosen. Preference was given to those in peak earning years, to those who were the only source of support for their families and to those living reasonably near the training centers. Among the forty-eight, were two men which is two more than the number of women in any previous welding or carpentry training course!
Training
The training phase began on March 8, 1976
International Women's Day. Trainees were invited to choose either carpentry or welding. Classes were conducted at three existing training centers run by the Vocational Training Division. All three sites offered welding and two, carpentry. The vocational classes were taught 24 hours each week by staff recruited and trained by the Division, but paid by the SEP program. For six hours each week the entire group from the three centers met together for a course in family life education given by the Ministry of Health and for sessions on cooperative development and consciousness raising given by the Women's Bureau staff.
The agencies participating in the training program and their responsibilities are as follows: 
Responsibility
Sessions in child guidance and counseling
The training period was originally set at six months, but was extended to eight for several reasons. The involvement of a number of agencies over which the Bureau had no direct authority posed some difficulties. Although the Bureau had discussed the program in detail with each of the participating agencies, common problems that arose included irregular attendance by some staff members, inappropriate handling of the group, and poor communications techniques. The participants were quick to sense any lack of interest on the part of training personnel and they had the selfassurance to point this out. Many of the staff members, accustomed to traditional teaching situations, had difficulty relating to these adult students. Such problems were resolved on an individual basis by the Bureau staff, but the process took considerable time and perseverence.
There were also many instances where raw materials arrived late or where there were shortages in the shipments. These problems the Bureau found more difficult to handle since they involved snags at many levels in the bureaucracy. Again, persistence and careful coordination were necessary. Another important but unanticipated problem was lack of child care, the most frequent cause of absence among the participants. No provision for child care had been made at the training centers since it was assumed the women had made their own arrangements for their children when they joined SEP.
Toward the end of the seventh month, two weekend residential sessions were arranged so that the participants could receive more intensive training in cooperative development, interpersonal relationships and problem solving. These sessions were held at the Social Welfare Training Centre located at the Extra-Murai Department of the University of the West Indies. It was the first time that any of the women had been involved in a residential training program and for many it represented their first time away from their families in this kind of setting. The training emphasized participation. The group was presented with particular problem situations and asked to develop solutions through cooperation, careful attention to interpersonal relationships, and special efforts to communicate effectively with each other. In this way they gained experience in decision-making and problem-solving. And they began to develop stronger self awareness. For all, both staff and trainees, the residential sessions represented the high point of the training. It seemed to consolidate the group cohesiveness which had been building throughout the training period.
Apprenticeship
As the training period neared an end, it became clear that the newly trained welders and carpenters could not just open up shop the day training was completed. An apprenticeship period was needed to enable the women to begin production and to develop a cooperative structure. Continued support and assistance by the Bureau, SEP and JAMAL during this period was crucial.
The group could not, of course, immediately generate enough income to cover its costs and the financial needs of its members and the Bureau did not have sufficient financial resources to support the project during this critical stage. Fortunately, SEP agreed to continue the members' stipends throughout the start-up A t first I felt I would not have been able to manage the machine work. lam fine at that now.
-Myrtle Lawrence phase. In addition, the Bureau procured working capital grants and loans from the Canadian International Development Agency (CIDA) and the Christian Action for Development in the Caribbean (CADEC) program which were used to provide basic equipment and raw materials. The Bureau found a rent-free Government building to house the group. Both the Bureau and the participants, however, knew the project had to cover its own costs as soon as possible.
In the future the Bureau would not be able to subsidize other new programs to the same extent it supported this first endeavor.
Stepping Out
In April, 1977, some two years after the Bureau had set out to learn about and respond to the needs of women in Jamaica, the United Women's Welding and Woodworking Project began actual operation. Technically the group remains in the precooperative stage. To register as an official cooperative they must be ready to stop receiving the SEP payments; so far the group is not economically strong enough to do this. The road from training to self-sufficiency has been a lot rougher than anticipated.
Shortly after the project commenced regular operation, the Women's Bureau expanded its activities to assist in the development of rural pilot projects. They could no longer provide the project with the fulltime services of a project officer. Everyone assumed that the group could be more or less independent after receiving the technical training and courses in cooperative management. This assumption, however, proved unrealistic. The women did not have a sound understanding of cooperative principles; the management structure was untried and not fully developed; not enough orders were generated in the first months to keep up production; and no proper bookkeeping system was in place.
All of these factors led to low morale, and discipline started to deteriorate. But the Bureau and the women continued to work together to find solutions to their problems. Throughout this difficult time the Bureau staff resisted the temptation to take control of the project. Instead they encouraged the women to work together to solve their problems themselves, recognizing that they would make mistakes but that they could learn from their errors with help and encouragement from the Bureau.
One of the very serious problems encountered by the group involved the SEP payments to participants. Initially, payments were given to each member regardless of how hard the person worked or how much responsibility she/he had taken. This caused much dissension. The Bureau has been able to help by suggesting that SEP make one lump payment that a newly-hired project manager will distribute among the participants according to their individual productivity. This is a step in putting the project on a solid footing since it means that what a member earns will depend upon how much effort she/he puts forth.
The initial decision to manufacture day care furniture and equipment also turned out to be problematic. Demand was not nearly as high as anticipated and the project found it difficult to compete with the mass-produced goods imported from developed countries. The cost of raw materials began to increase and the furniture designs, while attractive, took considerable time to make. It thus became more and more difficult for the group to make a profit. The women decided to expand the items manufactured to include desks, chairs, coffee tables, plant stands, iron grills for windows, household fixtures, ash trays, and lamps which they thought would be in demand locally. Currently most of the orders the project receives come from Government ministries. With additional training and advice, the group hopes to expand to include private buyers. However, as the women had not received courses in marketing during the training period, they were in need of practical knowledge and advice about finding markets and generating demand for their products. Since many of these women already have some experience as petty traders, the program is now trying to build upon these practical marketing skills with assistance from CADEC, Bureau staff, and consultants.
I feel miserable because markets are very scarce, but I feel better for having a skilL If this project should close down I could go out and get a job. -Maudlyn Russell, welder Today, of the original 48 participants, 26 women and one man remain. Some of those who dropped out were those either unwilling or unable to shoulder the burdens and risks of running a cooperative enterprise. In other cases, participants left to take higher paying jobs testimony to the 
The Future
The project members have restructured the group's activities so that members, rather than the Women's Bureau Project Officer, are taking a more active and primary 10 role in decision making. To put the business side in order they are hiring a project manager for 2 years, using funds provided by CADEC. Two women from the co-op will work as accountants and will understudy the manager so they can gradually assume these duties themselves. Marketing problems are being given priority with assistance from the Small Industries Corporation and CADEC. Even as they are learning more about how to market goods effectively, they are finding outlets for their products among neighbors and friends. The Bureau has put them in touch with the Regional Child Development Centre at the University of the West Indies which designs new kinds of toys and equipment for child care centers in the Caribbean, and it is working to identify similar demands in other Government programs.
The group also has decided to establish a day care center for their own children and for the children of other women in the neighborhood. The problem for the group has not been with pregnancy or with infants. Several members who became pregnant have continued to work with strong support from the others. There are a few cribs in the workshop for small babies and mothers can feed them during their breaks. Problems begin to arise when children become mobile.
Currently the women must rely on temporary child-minding by unemployed women in their neighborhood who frequently, and usually without warning, are unavailable for any number of reasons, or by older children who must be kept home from school. The child care facility will not only help the project members stay on the job, but will benefit the community as well. The Bureau has agreed to help arrange training for day care staff and is now convinced that any income-generating project for women must have child care built in from the start.
Other activities have been requested by the members including continuing education in design, marketing, and management, plus upgrading of technical skills. Several members plan to participate in adult education courses. Others are anxious to continue the family life education classes introduced during the original training I want the programme to succeed and if the programme succeeds then I will succeed.
-Cynthia Anderson, welder period. They have started a "partner" savings club, run exclusively by the participants, which has been useful to the women in times of crisis. The group has also established a buying club so that they can purchase foodstuffs in bulk at a considerable savings. Food purchased by the club is also used to provide one hot meal a day to the workers on the job. The Hanover Street building will soon become the location for a new, multiagency women's program. The project occupies a site with two vacant buildings. The Women's Bureau, in cooperation with the Ministry of Local Government, is renovating one building as an office and storeroom for the project. The other building will provide day care facilities and become a neighborhood training center. Classroom space will also be available for participants in the Women's Bureau's rural projects who come to Kingston for special training.
Conclusion
The Women of the United Woodworking and Welding Project have accomplished a great deal as they move from dependence on a Government scheme to participation in their own cooperative enterprise. They have overcome many obstacles and problems along the way. Out of this experience they have developed a strong group spirit and a sense of personal independence and dignity. They have also demonstrated that training in non-traditional skills is not only possible but beneficial, and can turn marginally employable women into skilled workers. This transformation has had a profound effect on the women that goes beyond their roles as earners. It has changed their perceptions of their partners, their children and themselves and has altered their attitudes towards work, health, marriage, education and family planning. For the first time in their lives, they are experiencing a sense of autonomy and are able to exert some control over the circumstances of their lives.
The project has also generated considerable publicity and community interest. Major news coverage was given to the program as an important innovation in training and employment. As a result, the project receives visitors from all over Jamaica and from abroad. This coverage has helped to draw attention to discrimination against women and to publicize the work of the Women's Bureau. It has also attracted some potential customers and done a lot to boost the confidence of the project members.
Hanover Street has enabled the Bureau to demonstrate to other Government agencies and to other women, that women need access to and can perform well in programs that traditionally have served only men. Since the Vocational Training Division began cooperating with the Women's Bureau, the percentage of women enrolled in its regular skills training programs has been going up every year! Overall, collaboration with the Bureau has provided an opportunity for a number of Government agencies to better serve the needs of women. It has also enabled the Bureau to put together a program far beyond its own limited resources and thus to reach more women.
Of course problems remain. The project still is neither independent from the Bureau nor on a strong economic footing, but the women and the Bureau staff are facing these problems together. Future efforts at launching similar projects should be able to avoid many of the pitfalls experienced by this first pioneering effort. It may be that the lessons learned by the Women's Bureau are just as important to the development process as the production and earnings generated by the project.
The Bureau has learned that: 
